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ABSTRACT , 

The policies of most research-oriented universities ^ 
with regard to reimbursement for faculty time from grants and 
t:ontracts can probably be summed up in a single sentence: '^Let's get 
as much as ve can." Several area^ of concern < arise from this 
situation: (1) the university's ability to plan its future, develop 
real goals and objectives, govern and control itself, and determine a 
balance of isictivities are threatened; (2) money granted on a 
year-to-year basis creates instability; (3) federal regulation 
threatens the institutions; (U) federal control of areas of research 
performed by the universities endangers the principles of research; 
(5) inconsistency in institutional policy on faculty reimbursement 
creates inequity between universities; (6) occasional abuses of the 
grant system damage the entire academic and researoh community; and 
(7) some universities and faculty members have come to resemble otber 
pressure groups, occasionally becoming arrogant in the process. 
(Author/BSE) 
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SALARY "reimbursement - BENEFITS AND COSTS 

• ■ . ■ , ■ by .\ 

» , • 

^ ^ ' LoLfis Levin , ' 

\ . ,1 1730 LaCoronma Drive 

^ ' • ' Santa^Barbaj-a, CA 93109 

. ' * The title of this session andv-yie subtitle of the jconference both place 
emphasis on' the word ''pol icy^^WferyJing'to university policies. As. besj^^s 
I h.ave been able to judge,; the pol icies of most research-oriented ^^ver sit les^- 
with regard to reimbursemeilt'for faculty time from grarrts andAo^racts, can 
probably be summed up in a single, sentence : "Lets \9et as Imucl^as we" can \ 
Although the stated policies may vary somewhat , this sentence, appeah^ tq 
express the general guiding' principle.' Whatever else j^-mpy or not be, 
it is at least expedient. 

If certain problems for 'the universities hav/ arisen f\pom such policies, 



1 



/ 



it could be that they, asked for them. ' In thi-nXing about thi\s matter, I 
recalled that more than twenty years ago Do-/Price wrote a. f^ne little book 
entitled "Government and Science". In d^/cribing the attitudies of universities 
toward government, their then new patron, he compared them to ithe principal 



character of an old limerick which, /Some of you will r^-all , wfent like this: 

There was a young l^ady. from Kent | 
Who said' that/ she 'knew what it meant | 
/ When men too/ her to dine | 

Gave her cocktails and wine \ 
' She knew what it mgant--~but she went. 



One can only comment that dMriHg the* intervening two decades mores of' 
young ladies and, of universities have become even more commonplace. 

The practice of obtaining reimbursement foir faculty timej stems historically 

from the days of OSRD, the Office of Scientific* Research and |De))^elopment of 

*' ' ' ' ■ ^ 

World War II. In the age of^relative innocence before that iime, when outside 
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support for research UaS available only -from one or two philanthropic founda- 
tio'ns, there was Little or no reimbursement for faculty salaries. Only when ; 
■ government became involved did the practice begin to flourish. It is, of . 
course, a direct carry-^over from, the^.customs of" governmental ''deal ings with. 
industrial contractors, .i-^. , paynieft\ of all costs pertaining to the contrac- ' < 
tual wortc. 'After the war, the military agenci es, and, -the newly created Atomic 
Energy Commi'ssion rather will ingly continued to'pay'tpr faculty time and. little 
bv little, most other Federal agencies followed along. • . , 

It seem^ clear t,hat the practice of salary reimbursement grew and flourished 
because there was someth-ing--nameTy, money--in i.t ^for the universities as well 
as fort their individual faculty members. The leading universities and their . 
fatuity members 'wanted to- conduct re-search for all the 'obvious reasons that 
ydu already know^ There. was<,- of Wse, the fact that this is oj^e of the prin- 
cipal functions of a university and the contribution it makes to society. Also, 
the more--r.ese^ch, the-greater ttie^ presti ge. the more attr&cti vjness^ to graduate 
sJujde.nts-Vpo5t-doctoral5,'and prospective faculty and, hopefully, the easier to 
rai^p additional rnftney from doriors of all sorts. The lesser, or developing. .j 
institutions felTowed suit, hoping t^ emulate the leaders and to join thetr j 
ranks. Initiafly, based on the reasoning that research is a normal and usuat -j 
oart of the job of university faculty-, some agencies were willing to provide 
sa/ary reimbursenent only for that portion of time which was "released" from 
thekeaching the faculty member wdul d- otherwi se be^doing. Tliis meant that ^■ 
someone else, usually a moire' junior and less experienced person, had to be : 
^ hired to^ replace th'e professbr .for»'those courses from which he was now "released" 
These junior p'eople 'themsel ves were allowed time- for research and they developed 
into permanent faculty and principal investigators on their own. As'the^ 
research effprt grew, additional faculty w^re hired for they, too, could 

' .• • . ■■•4 



contribute to the research, program dnd to the Incoming flow.bf grant ' 
money. < TjjLhsV^E^^^y^^ ^^i^ew larger, 'more 1 awator^es were built and 
equipped, individual teaching loads decreased tVe,^ 3, and, not infre- ' ^. 
quently, zero contact hour's' per week. The total payroll rose spectacularly 
and these increases were further exacerbated by rising salary scales, 
in part the resuU of inflation but also, in part, due to competitive bidding 
for the best, faculty members, i.e,, those mo^t. capable in research and most 
^ble to ^licit generous graht support. Institutional management had to wOrk 
even .harder to rais'e its share of Jhe\ount]ng costs of the expanding enterprise 
Soon the .University representatives were at the doors of thS^ granting 

agencies demanding greater generosity in reimbursement of salaries for time 

i • • . • I. 

devoted to t^esear^. At the^ same time, -there deyelpped the continuous running 

battle about the level of payment for indirect costs, the so-called overhead. 
It was frequently amusing--and al s^o sad--to observe university administrators 
lobbying in one office in attempts to get additional grants while simultane- 
ously ^arguing in^another office that they were beina impoverished by what they 
liked to t?rm "the research we are doing for the government" and that there- 
fore the salary reimbursement ar(d indirect cost ^pol icies had to be made mo^re ^ 
generous. - So we arrived at the general practices, of today: payment of summei;* 
salaries, normally simply for .thre asking, and reimbursement for academic-year 
.s|lary supposedly commensurate with the proportion of time the investigator 
devotes to the proWct. 

' That the system offers economic incentive to the university .is obvious. 
Confronted by relatively enl>trged faculties, and, more recently, by declining 
orTtatic enrollment, struggling with/ greatly inflated payrolls and other costs 
in consequenlpe of expansion and inflation, unable to retrench. because tenure 
has been granted to large proportions of the /acuity, the university has to 
scramble for every dollar. And each dollar* brought \n as reimbursement for 




faculty salary, accopipani^ a^ it is 'by an additional 50 or 60 or 80 cents 
for, indirect costs / rel i eves that mucin of the ijieed to raise money elsewhere. 
The advantage to -the' institution is self evident. ^ 

The faculty member also has a clear"* interest in eliciting reimbursement 
for part or all o1^\is salary. Initially, however, many faculties strongly 
resisted the notion of incTud*ing, portions of ,the'ir 'academic year salaries in 
their g^rant requests. They were concerned that the size of the request w 
being incnfta^ed inordinately and that therefore the proposed grant mightj 
less attractive to th'e agency. Likewise,, some institutions, particular:,^ 
those njDt.yet among theJeaders, also had trepidations about this aspect and 
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frequently decided to ask only partial reimbursement. Or even none at all, r(\ 
\\\e hope of being more sure of getting approval of the grant. But- the major 
institutions usually had no such hestiancy. An alternate cdfflcern of faculty 
menbers was that if the amount awarded was less than that requested, the' 
salary portion might remain constant and therefore there would be less avail- 
able for the other'direct costs of the research. In short, faculty were 
interested in getting money for their own purposes rather than in recovering 
money for the institution. Also, .faculty initially appeared to.'have-an innate 
dislike for asking for aT)ortior\ of their own academic year "iaUries though 
I have yet to encounter one who hact similar qualms about asking for summer* or 
or leave salary. Worst of all from the faculty point of view, and probably 
with some justification, was the concern about what would happen if, for some 
.reason',, the grant was not renewed. VJouTd the university then be willing and 
able to restore the portion of salary previously derived from the grant?' As 
you know, when times later became a little tough, there were indeed some 
problems of this kind. 



* .The initial qgsistaf\^qn the part of faculty members waV. certainly 
understandable. -3:ut^^-^^^^^^ became more prevalent, and agency money 
mord^plentiful ^J^^^^^^^}^!^'!^ members adapted aad, indeed, even 

found^some posi^^q^ >jt. They soqn learned that^signif icant 

salary relnibufs^meflrKSjj;^ economic. and psychological tool for 

accomplishing a nuiiiber acivarita.geous gains. Reduction of teaching load 
•and, xonv'fer^ely, gain of moYe tlrjie for research, consulting, arvd other pur- 
suits'is certainly ^easier to achieve., Because'the pay-d^ff is usually based* 
on research rather than on teaching and acadenic committee work, this repre- 
sents a real incentive for the faculty member.. In most instances ^t also tends 
■ ■ ■ » 

toNlead- to expansid/i of the research 'effort , more grant *money, more graduate 
^ students," post-doctgrals, technicians, etc., i.e., a bigger "show". All this 
.creates a favorable psychological cliTnate for seeking and getting promotion, 
tenure, salary "increases--obvious1y important incentives. Greater independence 



of';;iaction is gained not only because the teaching is reduced in quantity and 

downgraded relative to re s ear c ht--btrt~'-al^t>^ i r>d i v f dCi a 1 feel s more like an 

r ^ — y 
Independent entrepreneur, running his own show, dealing with ^gencies, consult- 
ing, coming and going as he deems appropriate. He is hts own master, operating 
a semi-private enterprise which happens to be housed and sheltered at a ' ' 
university. Not infrequently the enterprise is not even locate on c^pipus but 
rather in rented quarters elsewhere or in a building specially constructed for 
the' purpose. It is no't difficult to understand thai; a situation such as. this 
i>s satisfying to most faculty members. ' » 

Agencies have generally had no problems in justifyingyto themselves the 
practice of payment for faculty time. They see their principal mission as the: 
stimulation and support of research. Research costs money and it do§s not 

■ 7, 



seem far-ptched to reimburse the university for faculty time as^ well as for 
other coslts. In this sense/the old "grant-in-aid" contept has been replaced- 
by "purchase a'Yid payment for services". Also, in every agency, there was 
always some feeling. that -it should support higher education, the locus of most ., 
of -our basic research and the source of training of future researchers. Thus, 
reqardless of whether the agency charter included such a mission, payment of 
faculty salaries was regarded as a worthwhile subvention aiding the university 

in its (lerieral operations, helping it to improve itself Bnd to do its work more 

ft " , ■» . 

easily. This kind of thinking even led, for a period of time until about 1970, 

* * ■ 

to [^ogiTams in a number of agencies specifically for providing grants for 
•general support, improvement, development and expansion of programs r purchase 
of equipment, construction*of acal^emic builidings, an?l so on. 

■ tI^ practice of payment for faculty time also-^'itted the ftersonal psycho- 
logjcal need? of many of the people operating the agency programs, ft is ^ 
necessary to understand that a 'program director 'deri ves mOch of hisTor her) 
job satisfaction in a vicarious way. Instead^A^^ doing research themselves, 
'they help others to dp it. The better the re^searcjiers perform., ttie '^greater ^ 
tt>e satisfaction and pride of the program opq/^itive. ^nd the more his "stable" 
of researchers- is dependent on the program director, the greater -the feeling 
of effe^'ti veness as a* protector, manager, father 'figure, or what have you. If 
*the gr^t pripvi^es a portion of. the very livelihood of tbe researcheins as 
V^ell as the other ysual costs of their, work, they are obviously /that much mo^rte 
dependent on» the program person. And this, in turn, leads to*a greater feel- 
ing of responsibility, an improved self-image, ^nd.mbre job satisfabtion. i 
IfN'all the participants ar^ ber(ei,fiting from the systern and .^re happy 
.with-it, it^is reasonable to ask why there should be misgivings about it. ' 
Evidently there is some;arpprehension-^-else why are we here today? -It Seems - / 



to me that there are indeed a number of major areas of concern which stem 
in^d significant way from Federal support and which are considerably exacer- 
bated by the practice of reimbursement for faculty salaries. Let me mention 

■ • 

them^.brief ly. You may wish to challenge some'or to add others. 

*■' <^ 
0 1) It seems to me that as th^se practices have grown and developed, they 

m f • * 

and their sequela have begun to threaten the very integrity and organi 
zation of the university as an institution, I have in mind the 
university's ability to p'lan its futurae, to devel^ep--^ real golls 
and objectives, to govern and control itself, to determine^ its balance 
between research, teaching, and community service, and even to cope 

' witti its choice between being an integrated educational institution 
or. a loose busines^s conglomerate cj^mposed of 3^ group of entrepreneursr 
acting as semi-prfv'ate contractors. Signs- and portents of such dis- 
integration may be. seen in the continual ly decreasing half-life times 
of university presidents," the general down-grading of the positions 

^ of deanss department chairmen, and other offiQials, the increase in 
'proportion of i nstructionj^j^|^S;diijig assistants and simi l^j^nex^ei^ 



enced personnel, and so ojd 
2) A second significant area of concern, one |:hat itself is partially 
* responsible for the, first, is 1:hat of the relative economic instabil^^ 

created by operation on the basis of a large proportion of so-called 
. soft money granted on a year-by-yfea,r basis. In this, instance, the- 

portion used to pay*faculty salaries is indeed the real villain. 

Largely on the basis of this kind of income, the universities have 
• • • * . 

over--expanded, bave enlaraed th,e proportion pf tenured faculty, and 

have increased, payrolls a^ other operating costs beyond their 



^capabiltties based on non-federal sources. Being dependent jOn continu- 
ation of Federal grants -and contracts, any threatened withdrawal or 
diminution of these portends catastrophe. .As you know, •sorfte- institutions 
have already experienced some of this trauma in recent years whei^Federal 
research appropr^Tations didn't grow as much as had been expected/ 

3) Another serious issiie relates to the increased federalization of univer- 
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s^ity control through imposed laws,jrules and regulations. Not all of'' \ 
these are directly related to FBderal support of research or of faculty 
salaries. But itiis the witholding of these grant and contract funds that 
is threatened if the rules and regulations, whatever they 'may be, are 
not followed. This growing threat of Federal control of university 
fictivity is becoming a source of considerable uneasiness among officials 
of some of our major institutions. .. O 

4) A fourth, and related, area of concern is' that^stemming from the ease 
with which the Federal ^agencies can force research to move from basic 
to applied, from fundamental to problem-oriented, f4:^m one field to 
another. This is readily accomplished simply by appropriating and. ^ 
av^arding funds for one purpose rather than another. No doubt this 

is justifiable in some instances. Nevertheless, in the large sense, 
it is the FederaT government that controls and, in this sense, neither 
the University nor the individual researcher ar,e any longer masters of 
their own purposes. 

5) A problem to which I have already alluded briefly is that of inequities 
resulting from differential practices relating to reimbursement for. 

"faculty salaries. Generally the foremost universities have not hesita- 

* » . g 

* -.ted'to ask for salary reimbursement andv ip most instances , .have obtained 



it more easily and to a greater extent than have the institutions of 
lesser stature; This was not the'restfU of di scriminatoVy agency 
•policies but rathe* a consequence of inequitable practices* followed . 
by some Federal program managers 'sometimes with/the advice and active 
backing of theiriicademic advisory groups. Also, not infrequently, 
the lesser institutions', in their eagerness not to jeopardize the 
award of the grant, have been more timid about demanding reimburse- 
ment for faculty time. .Quite obvidusly, the cumulative result of such- 
• practices is a clear economic .handicap fpr the" institution that does - 
•not receive this. support./While its competitor does. 

systm 'h^i^d.\so^i^r(y^^c^(i intra-insti tutlonal inequities.. ^ ' 
Generally, those InvestidSators ''bringing' in large grants and *s>1gnif ica'nt 
salary reimbursement-^e in 'a more favorable position ' to receive salary- 
increases,, 'Promotion, tenure, and other perquisites than are their col- 

•'i u, f 

^'leagues whO',p>?oduce lesser amounts of support. Also, in many institutions 
there hav^ developed considerable discrepancies, in. terms; of pay scales, * 
promotion, tenure, teaching loads', etc., between areas which bring in 
large amounts and those that don't or can't, e.g., the natural sciences 
jts compared to the humanities. Such imbalances create neither satis- 

'if'' £ ■ 

^►gd^icm nor* a well -proportioned university. 

mKSthft 



el^p-^thfiror problem of re^al significance is that of abuses of the 
r i • syst^jp-^WCertainlyM t has been subject to abuse and certainly abuses 

It is really not surprising that this happens because. 



: i^ntjc^-y to What many people think, faculty members, university officials, 
P"'.^ agency^ administrators are all quite human. I need not go into detail 
*here about the specifics of such abuses. I am sure you have all heard 
. o^'ome arid perhaps have even experienced them. The significance of the 
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problem ia^not only that people allow their ethics to be corrupted or 
that the long-suffering taxpayer takes-a beating, (the'^e are ceftaiJi'Ty ^ y 
bad enough), but also oj importance is the. fact that only a few such / f 
ineidents, when they become lo^own, besmirch; the entlri system and. all 
its participants. The end result can/be; irreparable ?iamage to the . , 
entire academic and research community as well as- to the nation as a 

4 

Whole, / / • c . 

( . . I / • . ■ . 

7) Finally I come to a Somewhat ephemeral --but to my^ind very significant - 

.issue relating to the image our universities and their faculties are 
.creeiting for themselves in the larger society. Not so^lopg ago, the 
average citizen regarded the universities- ancT their faculties as being ■ 
on a.high^i^ plane th'an mosti^other segments of our society; They were 
considered to be ethica>i*scholarly, interested in learning and, 
knowledge and truth for their own sake's and thus different from other 

• sectors of society which- were regarded as mundane and self-seeki,ng/ 
In more recent times, however* our %jniverslties and ma^ny of their faculty 
members, have began to resemble other pressure groups v{hiQh want something 
from thg public till-^self-interested, lobbying for appropri'ations , 
pushing for their ^wn fiellds,' departmejits, and institutions, seeking- 
more grants and more money, more perquisites, and sometimes being quite 
arrogant about it. When this Js coupled with possible conflicts of 
interest, self-enrichment, sometimes dubious or unseemly practices or 

. outright abuse of the system, how can we expect" to remain pn the high 
pedestal wherg we onbe stood? To my mind this represents a gredt loss 
' for an institution which for a very long time has been considered one 

. . ■ ■ " . . r ' ■ 

of the most honorable and highly , regarded pillars of our civilization. 



as a trustworthy critic of the past and the present and^as a 
reliable leader in pointing theway toward a higher and better 
future. ' • 

l| what I have descrtbed reflects- thd system and some of t1ie 'problems 
relate! tOfi£,.it is a''fair question to a'sk what can'be done about it. And 
what, Specifically, can a confere*ice such as this contribute? I regret that 
I must \uickly admit that I have no magic panacea to offer. And l am, not 
terribly sanguine about any major near- term improvement. At the ropf if .thq. 
matter is the peculiar and sometimes atrocious arrangement' we have for'provid- 
ing support for higher education and for the functions we expect it tO'excerise. 
Our universities have<>been brought to .precarious economic circum$tances , partly 

,1 .' 0 ^ 

because of conditions beyond their control but also partly becaiisfe of; their 
own doilfilv However this 'Situation came about, I do not foresee .the universities 
suddenly becoming able orwillingto forgo thejiFederal subvention which, though 
''l>xomes in bits and pieces and for special and particular purposes, neverthe- 
less represents income for which there is .now no other source. Nor ^do I 
believe that <^ulty members, having achieved significant economic improvement, 
greater independence, and other perquisites which, I am sure, they^think Were 
Jtoo long in coming, ^re apt to give these up willingly. One mfght hope that 
the Federal government will suddenly see the light and change from the present 
salary reimbursement mechanism l^ a forthright system of lump sum. subventions 
fbr faculty salaries or even for total university operations, But with 'the 
current state, of. the Federal exchequer being w-hat it is and with the demands 
on it from other societal sectors, this doesn't appear to be h realistic hope 
for the near future. Accordingly, any'.progress is likely to be slow and painful 



It can be imagined that the individual institution, its administration, 
faculty, students, and regents, might decide to examine itself carefully "and 
realistically, its goals and aspirations, its role within its particular com- 
munity as well as nationally and in relation to Jts likely clientele, resources 
and competition. And it'might take a hard look at its ethical- standards. Out 
of all this could cOme adjustment and changes commensurate^ with what might be 
termed "a reasonable level of expectation". Some institutions have tried thts 
and even with , some measure of success.^ It is not easy. It must , be borne in 
mind that all those who usually participate in such exercises suffer from ti^M- 
in bieises and actual conflicts of interest and that the attempt can easily 
degenerate into a series of intra-mural confrontations between the variou? 
clusters of participants. Not infrequently the outcome is an even more ambitious 
plan with an even higher budget, more unrealistic aspirations, and an unrealiza- 
ble dream of more for everyone. Perhaps such examinations might turn out better 
more often if outsiders, alert, knowledgeable and dedicated but without, 
personal axes to grind, were brought into the process. 

What can this conference contribute? It Seems to me that the best service 
we can hope to render is to point out specific problems, pitfalls, and costs, 
anci to suggest plans, policies and mechanisms for dealing with these. And we 
can point out ethical issues which are soinetimes forgotten or ignored. We can- 
not expect all, or even many, insti tuti^ons to convert overnight toVour way 
of thinking. But hopefully, if we make some really good points, somfe 
institutions and some faculty members and Some Federal agencies wilf; see. fit 
to adopt some of the policies and principles we suggest. ^If io , sgmey prggress 
will have l)een made. 



